
If a man does not know to which port he is steering, no wind is favorable 

 

© 2013 The European House - Ambrosetti S.p.A. ALL RIGHTS RESERVED. This document is property of TEH-A. It may not be 
reproduced, memorized for storage in an electronic data base or transmitted in any form or by any means (electronic, 
mechanical, photocopying, recording or other), in whole or in part, without the express written consent of TEH-A. 

Ghent, 25 September 2014 

PCP in practice 

Sara Bedin 
TEH-Ambrosetti, Head of Public Administration Practice 

and Head of Competence Center on Innovation Procurement 

Lombardy Region pilot under the spotlight 



Inserire titolo del documento 

2 
© 2013  The European House-Ambrosetti S.p.A.. ALL RIGHTS RESERVED 

pre-commercial 
public procurement 

To design a demand driven approach to innovation policy  

To ensure sustainable high 
quality public services 

To develop new markets and help 

commercialization for innovative solutions 

To buy Research & Development services  

To filter technological risk before a 

large scale commercial procurement  

To benefit from a more flexible regulation of 

the implementation procedure 

To address public needs and social challenges through concrete innovation 

To support innovation through financial allocations already assigned 

to public services management (zero budget policy) 

To re-establish private spontaneous 
incentives to innovate 

To activate virtuous mechanisms of 

competitive procurement  

To stimulate innovation through public expenditure 

without beeing locked-in to any vendor  

To implement innovations rapidly, cooperating with the market  To anchor innovation 
into reality To broaden SMEs participation in R&D projects 

and create opportunities for companies to take international 
leadership in new markets 

To increase long-term effectiveness and efficiency of public expenditure 
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Key point 

# 1 
...CREDIBILITY & 

CONCRETENESS... 

 

starting from a «genuine» demand  

and making a «truthful» business case  
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4 

 
• Do we have a real problem/ concrete challenge that 

impact negatively on the quality  and/or cost of 
public services offered? 

 
• Do we represent the demand and are we entitled to 

undertake a procurement initiative? 
 

• Do exist a wide potential market (public and 
private) for the new solution developed? 
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The problem: 
• high rate of accidents and collateral effects of socio-health 

workers tasked with moving, via manual pushing and 
pulling, the hospital beds; 

• long transport times 
 

1. Do we have a real problem/ concrete challenge that impact negatively on 

the quality  and/or cost of public services offered? 

The expected outcome: enhance the service productivity and reduce the 
negative impact on the cost of the public services offered 
• improve patient comfort and safety when moved,  
• avoid collateral and unwanted effect affecting nursing personnel and socio-health 

operators, 
• less personnel need and more efficient socio-health workers allocation, generally 

below strength for the needs, 
• reduction (at least 40%) in the cost of the solution. 

The desired solution: 
• Automated universal medical device for moving hospital 

beds which result in a significant advance in terms of 
technology and performance and, at the same time, cost 
reduction. 

 



Inserire titolo del documento 

6 
© 2013  The European House-Ambrosetti S.p.A.. ALL RIGHTS RESERVED 

Niguarda Hospital 
• Clinical Engineering Department  
• Medical Direction Department 
• Quality and clinical safety 

Department 
• Direction of nursing 
 

Contracting authorities at all levels (local, regional, 
national and supra-national)  
representing the real demand side, 
 
• that are responsible for the acquisition 

strategy of the new solutions that could be 
developed as a result of the PCP             

                                             or 
• that participate in public service delivery 

chain                     
                                          and/or  
• that can mobilise, besides public procurement, 

the most important demand side instruments to 
speed up market introduction of solutions. 

 

√ 

√ 

2. Do we represent the demand and are we entitled to undertake a 

procurement initiative? 

Lombardy Region 
• General Direction for Healthcare 
• Direction for University and 

Research 
• ARCA 
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3. Do exist a wide potential market (public and private) for the new solution 

developed? 

The multiplier effect of the impacts on efficiency for the regional 
procurer stem from the fact that the number of hospital beds in 
Lombardy  is roughly  
 

40,000 units,     

 
of which around 70% are public beds, and it  is estimated that 
40% of beds could need a universal movement device. 

X 
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i. Promote cross-organizational coordination and bundle the 
public demand to create a critical mass to acquire cost-
effective and innovative solutions (the bigger the market where 
the companies can sell their product, the lower the price for the 
procurers on the final end-products) and to pre-determine the 
condition for the development of new, domain related, EU 
standard. 

 
ii. Involve users in specification of requirements in order to 

increase acceptance of new solution (especially where 
behavioural change is required). 
 

 
 

 
 

iii. Make a business case to evaluate the potential absorptive 
capacity of  market for diffusion (no uniqueness or tailored 
features). 

 

To determine a “credible” PCP... 
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Key point 

# 2 
...REDUCE INFORMATION 

ASYMMETRIES... 

 

understanding the SoA and the on-going 

developments to evaluate the innovation gap 
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• Is there a market gap (actual need versus solution 
currently available on the market)? 

 
• Are radical improvements and new breakthrough 

solutions needed (as opposed to incremental 
adaptations)? 
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Significant 
innovation 
gap with 

respect to 
actual need 

Function 
and 

performance 
evaluation 

No 
(2) Yes = PCP 

Available 
solution on 
the market 

 ?            ? 

(1) No = PPI 

(1): improvements  are needed but don’t require new and significative R&D (only integration, incremental 
adaptations and improvement, customisation...), so authority can act as early adopter of innovative commercial 
end-solutions newly arriving on the market 
(2): there isn’t any solution or the problem is so technologically demanding that a radical and breakthrough 
new solution and significant R&D are needed. 

Assessing the innovation gap (with different instruments) without distort 

the competition 
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i. Enable the industrial sector’s awareness about the real need, 
inviting competitors to carry out an early inspections of test 
bed and putting in place the testing & experimentation 
arrangements. 

ii. Measure the innovation gap and scan whether what is 
needed/desired is feasible, the ability of the market to achieve 
it quickly enough, the existence of alternative solutions and 
their life cycle, if there are the conditions for competitive 
procurement, in a way that not distort or preclude the 
competition (market explorative call advertised through the OJ of 
European Union + public hearing + open “meet-the-market events”). 

 

iii. Involve users during the design process and piloting in order 
to reduce the asymmetry in capabilities, information and 
knowledge and also to test the validity of their assumptions.  

 

To reduce information asymmetries... 
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Key point 

# 3 
...STIMULATE COMPETITION and 

PREVENT future LOCK-IN 
 

extending the realization of efficiency and 

effectiveness gains also over longer the contract 

period 
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• Have we enhanced the competition during the 
execution? 

 
• Have we extend the realization of efficiency 

and effectiveness gains also over longer the 
period of time? 

 
• Have we allowed SMEs to work out their own 

ideas and step outside the traditional 
subcontractor role? 
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1. Have we enhanced the competition during the execution? 
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2. Have we allowed SMEs to work out their own ideas and step outside 

the traditional subcontractor role? 
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i. Define the need for innovation in terms of functional and 
performance requirement, classified according to the product 
life-cycle (in order to ensure high long term performance and 
total life-cycle costs as low as possible and without identifying a 
specific solution, to encourage the active generation of application 
ideas, including alternative ones, though equivalent from the point of 
view of performance. 

ii. Use forward looking criteria and not stringent qualification 
requirements as in procurements for large scale deployment (ability 
to carry out all contractual activities and to have accounting and 
organizational structures to ensure the management, exploitation 
and/or transfer of IPRs arising from the R&D). 

iii. Assign IPRs to companies and foster contractually the 
exploitation and commercialization of results in a given period 
of time 

To stimulate competition and prevent (future) lock-in... 
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Key point 

# 4 
... MUTUALLY 

ADVANTAGEOUS 
allocation of benefits  

(win-win) 
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• Are the objectives of both parties aligned? 
 

• Do we have realistically enabled the suppliers 
to affect outcome and to what extent? 

 
• (Have we extend the realization of efficiency 

and effectiveness gains also over longer the 
period of time)? 
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Procurement objective 

Supplier and 
procurer 

Common objective 

Resources 
Research 

&Development 
Result Outcome Value Need 

Procurer objective 

Supplier objective 

Benefit sharing 

• IPRs ownership rights are not claimed by the 
CA in order to give businesses the opportunity 
to exploit solution developed during PCP to a 
wider market. 

• The exploitation of an innovative product by the 
supplier will generate a fiancial compensation 
for the CA that keeps a fee (1%) on sales 

• Call back action which ensure that IPRs returns 
back to the procurer in case companies do not 
organize or succeed to exploit IPRs themselves 
within a specific period of time (beforehand 
defined) 

Forward-looking and outcome-based procurement 
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Preliminary evidences and  lessons learnt  

 
 

 
• There is no conflict between best value for money and innovation 

 
• PCP supports change in market structure 

 
• The market needs credible signal of continuity 

 
• The market opportunities are credible if at least at EU level (so pooling 

demand and fostering cooperation between procurers is quite 
mandatory). 
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sara.bedin@appaltoprecommerciale.it 

 
 

 
 

 
Let’s compete on innovation 

 
 
 
 

For furher info: 
 

! d u r i n g  t h e  e x e c u t i o n  


